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Editor’s Note / Dave Ulrich 


Empowered Self-Development and Continuous Learning / 
Manuel London and James W. Smither 


Organizational changes are creating the need for continuous learning 

environments that support employees' self-development. Self-develooment 

means seeking and using feedback, setting development goals, engaging in 
developmental activities, and tracking progress on one's own. This assumes that 
people are capable not only of monitoring their own behaviors but also of recognizing 
which behaviors and outcomes are most favorable and desirable. Drawing on 
self-determination theory, this paper shows how organizations can encourage, 
self-development by providing non-threatening performance feedback, ensuring 
behavioral choices for learning, encouraging feedback seeking, and rewarding 
participation in learning activities and other self-determined behavior. 


Linking Individual Performance to Business Strategy: 
The People Process Model / Lynda Gratton, Veronica Hope-Hailey, 
Philip Stiles, and Catherine Truss 


Over the last five years a team of researchers has worked with the senior human 
resource (HR) teams of seven large companies with United Kingdom operations. 
This research initiative has focused on a number of aims, one of which has been 
to understand and model how business strategies are translated through human 
resource strategies and people processes into individual and organizational 
performance. This article summarizes the key findings, provides a map of how 
this translation takes place in these companies, and discusses why some people 
processes are more strongly linked to business strategy. 


Using Flexible Schedules in the Managerial World: 
The Power of Peers / Ellen Ernst Kossek, Alison E. Barber, 


and Deborah Winters 


Reports indicate that managers fail to take advantage of flexible work schedules to 
integrate work and life demands. A survey was conducted of approximately one 
thousand managers who had three alternative schedule options: flextime, part 
time work, leave of absence. Managers who were women or who had work group 
peers who were schedule users were more likely to use each schedule. Managers’ 
productivity concerns were highest for flextime, then leaves, and least for part 
time work. Organizational cultural change can occur if managers take the lead in 
their work groups to use flexible schedules in order to remove social barriers. 
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Expatriate Success May Depend on a "Learning Orientation": 
Considerations for Selection and Training / 
Gayle Porter and Judith W. Tansky 


To support globalization, managers increasingly are sent to live and work in 
other countries. An unsuccessful expatriate assignment is costly for the 
organization and damaging to the individual's career, yet few companies 
have adequate processes for selecting and training expatriate managers. 
The concept of "learning orientation" is proposed as a valuable dimension 

for assessment and training. Employees with weaker learning orientation tend 
to withdraw from situations that could result in low judgment of performance; 
those with stronger learning orientation adapt and continue. The described 
approach can benefit employees and their families and can increase the 
organization's chance for international success. 


Turnover among Professionals: A Longitudinal Study of 
American Lawyers / Aaron Cohen 


Turnover intentions and actual turnover among lawyers are examined in an 
attempt to clarify whether common models of turnover can be applied to this 
professional occupation which has rarely been examined. Three models are 
explored in their relation to turnover: personal characteristics, work-related 
variables, and nonwork domain variables. The data is based on responses 

to the Naitonal Survey of Career Satisfaction/Dissatisfaction of the American 
Bar Association, 1984 and 1990. The findings reveal that work-related variables 
were the main determinants of turnover intentions, and personal characterisitics 
together with nonwork domain variables were the main determinants of actual 
turnover. 


Executive Forum: 
Increasing Manufacturing Effectiveness through Union/ 
Management Cooperation / John Nee, Pamela A. Kennedy, 


and Donald L. Langham 


Book Review: 


Boards at Work: How Corporate Boards Create Competitive 
Advantage by Ram Charan / Reviewed by Joseph Ryan 
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Issue 2, Summer 1999 


Special Issue: The "New" HR: A Supply Side Perspective 
Robert L. Heneman, Guest Editor 


Editor's Note / Dave Ulrich 


Introduction: The Need for a Supply Side Examination 
of the Human Resource Profession / Robert L. Heneman 


Mastering the Competencies of HR Management / 
Michael R. Losey 


There is an emerging group of human resource professionals who see the 

opportunity to turn human capital strategy into a long-term competitive advantage. 

Yet competence sustains this group as much as vision. Competent human resource 
professionals recognize the requirements of the profession and are willing to invest 

in maintaining and improving their skills and knowledge during rapidly changing times, 
But what determines competence? This article identifies the key components in 
measuring competency— intelligence, education, experience, ethics, and interests— 
and the importance of each in regard to human resource management. 


Evolution and Current Status of University HR Programs / 
Bruce E. Kaufman 


Current-day university HR educational programs had their beginnings in the late 
1910s and early 1920s when textbooks and courses in personnel management first 
appeared, an event that occurred in tandem with the emergence of personnel 
management/industrial relations as a new functional area of business practice. 
Over the next eight decades, both the practice of HR management and the 
university programs that train people for it have evolved and grown in a number 

of important and interesting ways. This article provides a brief overview of this 
evolution in university HR education, summarizes the structure and curriculum of 
contemporary HR degree programs, and briefly describes the strengths and 
weaknesses of HR management as an intellectual subject area. 


HR Professional Development: Creating the Future Creators at 
The University of Michigan Business School / 
Wayne Brockbank, Dave Ulrich, and Richard W. Beatty 


This article focuses on the development of mid- to senior-level HR professionals 
through a public program offered at the University of Michigan Business School. 
The authors suggest that developing HR professionals requires a theory of 
competencies about what HR professionals must know and do and a development 
experience based on those competencies. How the competency model was 
created over the last decade and how the HR executive programs were 

designed to deliver against this model are highlighted. The pedagogical 
techniques used to deliver these competencies are also discussed. 


(continued) 
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Training Human Resource Champions for the Twenty-First Century / 


W. Gibb Dyer Jr. 


Although universities have been the primary source of human resource talent 

for organizations, there is some question whether current university programs 

will be able to prepare human resource professionals for the expanded role 

that is needed in the future. These programs include the Masters of Business 
Administration (MBA), Masters of Human Resources and Industrial Relations 
(MHRIR), and Masters of Organization Development (MOD). Brigham Young 
University has also created a unique program called the Masters in Organizational 
Behavior (MOB). This article explores the differences among these programs 

and discuss their implications for training HR professionals. 


119 


Who Needs MBAs in HR? USC's Strategic Human Resource 
Management MBA Concentration / 


Paul S. Adler and Edward E. Lawler, III 


This article describes the MBA concentration in Strategic Human Resource 
Management offered by the Marshall School of Business at the University of 
Southern California. Very few MBA programs offer such a concentration. The 
authors discuss the genesis of USC's program, its rationale, and its components. 
Launched in 1996, the program's success derives in large part from its close 
industry links 


Emphasizing Analytical Skills in HR Graduate Education: 
The Ohio State University MLHR Program / Robert L. Heneman 


The Masters in Labor and Human Resources Program in the Fisher College 

of Business at the Ohio State University has recently developed and 
implemented a new graduate curriculum in human resources. Impetus for 

the new curriculum was the formation of a corporate advisory board. The 

new curriculum emphasizes analytical and leaderhsip skills as well as the 
functional content knowledge needed for graduate students to become 
effective internal human resource consultants. Both the need for this type 

of curriculum and the process used to develop the new curriculum is reviewed. 


131 


Training at IBM's Human Resource Service Center: 
Linking People, Technology, and HR Processes / 
Bob Gonzales, Yvonne M. Ellis, Peter J. Riffel, and Dena Yager 


IBM's Human Resource Service Center (HRSC) delivers centralized human 
resource operational support to over 500,000 IBM employees and retirees 
(including spouses and dependents). Its success is attributed to a skilled 
workforce focused on technology and end-to-end HR program support. 
Technology allows the Center to handle high volumes of customer requests 
while offering self-service options and tiered support. Training is key to 
delivering quality service center support. This article describes the HRSC's 
methods to train customer service representatives and program specialists 
as well as the training challenges. 


Building a Quality HR Organization at GE / James E. Stockman 


This article examines how the General Electric Company (GE) builds and 
develops its human resource organization. The Company believes that the HR 
function is a critical player in driving GE's business agenda and therefore 
must be staffed by very high quality individuals. The article presents the 
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three-prong approach that GE takes to build its HR team and provides a 
model for other organizations wishing to enhance the quality of their HR function 


The "New HR" and the New HR Consultant: 
Developing Human Resource Consultants at 
Andersen Consulting / Robert H. Hunter 


This article deals with the manner in which Andersen Consulting trains its HR 
consultants. In the face of the new complexity of HR, where new executive 
buyers are demanding HR solutions with business value, new ways must be 
found to bring professionals to high performance levels. Consultants must be 
armed with a broader and deeper set of competencies—not just in HR skills 
but in general business and interpersonal skills, and in technology. The article 
addresses new kinds of delivery philosophies and mechanisms—finding the 
right delivery for the right kind of training. It then presents an overview of the 
general curriculum for Andersen's consulting professionals and the specialized 
Curriculum for those concentrating on HR delivery. 


The SHRM Learning System—A Brief History / 
David C. Forman and Debra J. Cohen 


This article presents an historical overview of the HR Learning System of 
the Society for Human Resource Management (SHRM), the origins of the 
Learning System, and its ties to the process of certification by the Human 
Resource Certification Institute (HRCI). The evolution of the Learning System 
is described, as well as how the content is developed. The growth of the 
Learning System in its many platforms will be utilized in 1999 by over 10,000 
individuals—many, as mentioned above, for purposes of certification and an 
equal number for purposes of general professional development in human 
resource management. 


Certifying Compensation and Benefits Management 
Competencies / Ted Shenenberg and Denny Smith 


The American Compensation Association (ACA) has been certifying HR 
professionals since 1976. Its certification programs are based on a 
comtemporary, evolving body of knowledge that reflects leading-edge 
human resource competencies. Many people choose seminars to prepare 
for ACA exams. Taught by a cadre of nearly 400 practitioners, ACA's 
seminars are offered through hotel and conference centers, corporate 
in-house programs, and, most recently, throught the Academic Partnership 
Network (APN). The APN, established in 1997, serves as ACA's link to college 
and university teaching and research communities. 


The HR/IR Teaching Conference / 
David Lewin and Bruce E. Kaufman 


This article summarizes and analyzes the 1996 Innovative Teaching in 
Human Resources and Industrial Relations (HR/IR) Conference. It deals with 
the: (1) origins, content, and format of the conference; (2) key trends, ideas, 
and themes that emerged from the conference; and (3) implications from the 
analysis for the next HR/IR teaching conference (scheduled for June 1999). 
Special attention is paid to the different disciplinary approaches to teaching 
HR/IR, newer nontraditional methods for teaching HR/IR, and practitioner 
influence on HR/IR teaching and research. 


(continued ) 
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The Changing Requirements of the HR Professional— 
Implications for the Development of HR Professionals / 
Barbara Baill 171 


This article examines the new competencies that are required in today's 
HR professionals and how one company has gone about the development 
of those competencies within its human resource community. In addition, 
the author looks at the role that universities, professional associations, and 
"pest practice" companies play in enhancing the capabilities of the HR 
talent that will serve companies’ growing HR needs. 


Implications for the Design of Human Resource 
Management—Education, Training, and Certification / 


Alison E. Barber 177 


The articles in this issue suggest that human resource management (HRM) 
educators need to seriously consider questions of what to teach, when 

to teach it, who should teach it, and to whom. The discussion in this 

article focuses on these questions and concludes that HRM education 

can and should address varied content areas, assist HR professionals 

in effectively interacting with the broader environment, occur at multiple 
points in individuals’ careers, and be delivered by a variety of sources. 

No single approach to HRM education is likely to meet the varied needs 

of today's HRM professional. 


Issue 3, Fall 1999 


Editor’s Note / Dave Ulrich 183 


The Effect of Human Resource Management Practices on the 
Perceptions of Organizational and Market Performance of the Firm / 
Gedaliahu H. Harel and Shay S. Tzafrir 185 


The purpose of our study is to extend the emerging empirical literature on the 
firm-level impact of human resource management practices. Results based on a 
national sample of organizations from private and public sectors in Israel indicate 
that these practices have a significant impact on both the perceived organizational 
and market performance of the organization. The single independent variable found 
to be statistically significant in affecting perceived organizational performance was 
training practices. In the case of perceived market performance, we found that, in 
addition to training practices, employee selection practices also significantly affected 
the perceived market performance. 


Expanding Customer Orientation in the HR Function / 
Mark L. Lengnick-Hall and Cynthia A. Lengnick-Hall 201 


While it has long been recognized that the human resource function must take a 

more customer-oriented perspective on the design and delivery of HR programs, 

this view has focused primarily on internal customers. However, external customers 
can provide important input into HR activities (e.g., job analysis information), they can 
participate in HR activities (e.g., selection decisions), and they can use HR activities 
(e.g., receive training). By expanding customer orientation in the HR function to focus 
explicitly on external customers, a more direct relationship between human resource 
management and competitive organizational performance can be established. 
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Emerging Competency Methods for the Future/ 
Timothy R. Athey and Michael S. Orth 


Competency-based applications have gained a foothold in HR practice worldwide; 
however, changes in the business environment and the structure of work itself are 
challenging the value of traditional competency methods in achieving strategic 
organizational benefits. The key question facing HR executives and practitioners 
today is how to leverage existing competency practices to greatly increase the impact 
of competency development on business results. The authors identify five emerging 
trends in the evolution of competency methods, identify the implications for HR practice, 
and propose several new directions for the application of competency methods to 
improve organizational learning and business performance. 


Workforce Training Transfer: A Study of the Effect of Relapse 
Prevention Training and Transfer Climate / 


Lisa A. Burke and Timothy T. Baldwin 


Considerable evidence suggests that a substantial part of organizations’ 
investment in training is often wasted due to poor learning transfer and trainee 
relapse. This study investigated the effects of two different relapse prevention 
(RP) modules designed to supplement a training program on employee coaching 
skills. The coaching program was delivered to 78 research scientists from five 
departments of a large Midwestern firm. The transfer “climate” of those five 
represented departments was also assessed. Results indicated that the RP 
modules did modestly influence trainees’ use of transfer strategies, but the 
impact was contingent on the nature of the transfer climate. 


The Future of Work and Family: 
Critical Trends for Policy, Practice, and Research / 
Sharon A. Lobel, Bradley K. Googins, and Ellen Bankert 


Work/life “thought leaders” from 28 large corporations carried out an environmental 
scanning process with the objective of linking work/life policies and practices to 
critical business and environmental trends. Globalization, technological change, 
and organizational flexibility are trends that have been commonly identified in 
other environmental scanning efforts, but their relationship to work/life issues has 
often been ignored. Similarly, the relationship of changing family structures to 
business goals has not received the attention it deserves. Through this linking 
process, work/life advocates can demonstrate the value of their efforts to other 
corporate decision makers. Innovative corporate work/life initiatives that are 
responsive to these important trends are described. 


Comment on "Announced Lay-Offs: Their Effect on Corporate 
Financial Performance" / Lawrence Haar 255 


The impact of employee lay-offs on business performance is of great concern 
to human resource managers as well as to the wider community. In a recent 
article by De Meuse, Vanderheiden, and Bergmann, published data are analyzed 
to determine whether announced lay-offs lead to improved financial performance. 
Their results support the view that from the standpoint of business performance, 
lay-offs are ill-advised. The methodology used, however, as it does not consider 
risk, reduces the significance of their findings. Accepted financial theory, moreover, 
suggests an alternative explanation of their results. 
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Response to Haar's Comment— 

And The Beat Goes On: Corporate Downsizing in the 

Twenty-First Century / Paul A. Vanderheiden, 

Kenneth P. De Meuse, and Thomas J. Bergmann 261 


Corporate downsizing continues to be a major strategy used by organizations 

to cope with a dynamic and turbulent global marketplace. A fundamental 
assumption made by executives is that this strategy improves the financial 

health of the corporation. De Meuse, Vanderheiden, and Bergmann (1994) 
examined several indices of financial performance over a five-year period and 
found that firms employing downsizing experienced a deterioration in financial 
performance rather than an improvement. Haar (1999) questioned the findings 

of this study, asserting that if a company’s risk level would have been included 

in the analysis, their results could have been different. In the present investigation, 
risk was incorporated in the original analysis. Again, the findings strongly indicate 
that downsizing was not an effective corporate strategy for enhancing the financial 
performance of corporations. 


Executive Forum: 


Applying a Systems Approach to Human Resource Management / 
Laurie A. Broedling 269 
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Issue 4, Winter 1999 


Special Issue: 
Strategic Human Resource Management in Five Leading Firms 
Mark A. Huselid and Brian E. Becker, Guest Editors 


Editor’s Note / Dave Ulrich 283 


Overview: Strategic Human Resource Management in Five 
Leading Firms / Brian E. Becker and Mark A. Huselid 


N 


This article synthesizes findings from five case studies conducted in firms 
known to be leaders in the management of people. The authors draw five broad 
conclusions: (1) The foundation of a value-added HR function is a business 
strategy that relies on people as a source of competitive advantage and a 
management culture that embraces that belief. (2) A value-added HR function 
will be characterized by operational excellence, a focus on client service for 
individual employees and managers, and delivery of these services at the 
lowest possible cost. (3) A value-added HR function requires HR managers that 
understand the human capital implications of business problems and can 
access or modify the HR system to solve those problems. 
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Strategic Human Resource Management at Herman Miller / 
Rodney A. McCowan, Ulli Bowen, Mark A. Huselid, 
and Brian E. Becker 


The Human Resource Management system in place at Herman Miller, Inc. is 
described. HMI's HR strategy is comprised of three primary goals: (1) building 
employee capabilities, (2) building employee commitment, and (3) improving the 
professional capabilities of the HR function itself. Key emphases of HRM’s HR 
management infrastructure include (1) employee competency identification and 
development, (2) building employee participation, (3) building business literacy, 
(4) creating a “corporate community” through strong values and a sense of 
“belonging”, (5) demonstrating community responsibility and working for 
environmental protection, (6) competently delivering the HR “fundamentals”, and 
(7) developing innovative partnerships with suppliers. Key challenges for the 
future include (1) change management, (2) clarifying HR's strategic role 
throughout the firm, and (3) attracting and retaining a diverse work force. 


Strategic Human Resource Management at Lucent / 
Curtis R. Artis, Brian E. Becker, and Mark A. Huselid 


This article describes the HR management system in place at Lucent Technolo- 
gies, Inc. Lucent's HR structure is organized around a client service model that 
focuses on the leaders in the major business units and the movement of as much 
of the HR infrastructure as possible to these business units. Key emphases 
include (1) HR operational excellence, (2) compensation and performance 
management that encourages employees to build a successful future with the 
firm, as well as to share in that success, and (3) building an operating style and 
culture that supports Lucent's mission and strategy. Key challenges for the 
future include (1) organizational renewal in a period of growth, (2) identifying and 
developing new HR competencies, (3) developing a unique HR structure to 
support the needs of HR at Bell Labs, and (4) effective labor relations in a rapidly 
changing industry. 


Strategic Human Resource Management at Praxair / 
Barbara R. Harris, Mark A. Huselid, and Brian E. Becker 


The HR management system in place at Praxair is discussed. Key emphases of 
Praxair’s HR management infrastructure include (1) competency development 
and performance-management processes and (2) team-based performance 
systems which include four levels of measurement: company-wide, business- 
unit, cross-functional teams within business units, and special-initiative project 
teams. Key challenges for the future include: (1) prioritization of choices in 
support of the firm’s global growth initiatives (2) employee development and new 
talent acquisition, (3) designing more effective methods to anticipate business- 
needs and provide strong, proactive leadership, (4) accelerating leadership 
development and influencing adequate investment in education and develop- 
ment programs, and (5) designing and implementing effective methods to 
acquire new talent to support business strategies. 


Strategic Human Resource Management at Quantum / 
Deborah Barber, Mark A. Huselid, and Brian E. Becker 


In presenting the HR Management system in place at Quantum, the 
following key emphases of the HRM structure are described: (1) 
establishment and communication of the firm’s mission, vision, and 
values; (2) team-based product development and operations teams; (3) 
behaviorally-based structured interview processes; (4) rigorous and 
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comprehensive performance management and incentive compensation pro- 
cesses; (5) highly automated and efficient HR infrastructure “fundamentals”; and 
(6) well developed soft asset due diligence processes for integrating mergers and 
acquisitions. Key challenges for the future include (1) managing explosive growth 
in a global environment, (2) employee development, (3) managing joint ventures 
and acquisitions, (4) hiring and retaining talent, and (5) expanding competence in 
change management processes. 


Strategic Human Resource Management at Sears / Steven P. Kirn, 
Anthony J. Rucci, Mark A. Huselid, and Brian E. Becker 329 


This article describes the HR management system in place at Sears. Key 
emphases of Sear’s HR management infrastructure include: (1) formulating and 
communicating a corporate mission, vision, and goals; (2) employee education 
and development through the Sears University; (3) performance management and 
incentive compensation systems linked closely to the firm’s strategy; (4) validated 
employee selection systems; and (5) delivering the “HR basics” very competently. 
Key challenges for the future include (1) maintaining momentum in the perfor- 
mance improvement process, (2) identifying barriers to success, and (3) clearly 
articulating HR's role in the change management process 
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If HR Were Really Strategically Proactive: Present and Future 
Directions in HR’s Contribution to Competitive Advantage / 
Wayne Brockbank 337 


Current business conditions mandate greater competitive advantage from HR 
agendas and processes. To add greater competitive advantage, HR must 
contribute strategic value against criteria from customer and capital markets. HR 
can add strategic value either reactively or proactively. In its strategically reactive 
mode, HR assumes the existence of a business strategy and adds value by linking 
HR practices to the business strategy and by managing change. In its strategi- 
cally proactive mode, HR creates competitive advantage by creating cultures of 
creativity and innovation, by facilitating mergers and acquisitions, and by linking 
internal processes and structures with ongoing changes in the marketplace. This 
article defines and describes these specific practices through which HR can 
contribute to greater competitive advantage. 


Interview: 


An Interview with Mike Losey, Tony Rucci, and Dave Ulrich: 
Three Experts Respond to HRM’s Special Issue on HR Strategy 
in Five Leading Firms / Interviewed by Brian E. Becker and 
Mark A. Huselid 353 


As a postscript to this HRM Special Issue on HR Strategy in Five Leading Firms, 
three preeminent experts in the field of human resources provide their reactions 
and comments. Michael R. Losey (Mike), SPHR, CAE, is President and Chief 
Executive Officer of the Society for Human Resource Management (SHRM); 
Anthony J. Rucci (Tony) is Dean of the College of Business Administration at the 
University of Illinois at Chicago; David O. Ulrich (Dave) is Professor of Business at 
the University of Michigan. 


Book Review: 


MegaChange: How Today's Companies Have Transformed 
Their Workforces by William F. Joyce 
Review by Joseph Ryan 
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